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MINUTES 
OF THE 

CIA C AREER COUNCIL 

2th Meeting, Friday’s, 9 September 1955s, 3sOO p 0 mo 
DC1 Conference Room* Administration Building 



Presents Harrison G a Reynolds,, D/Pers, Chairman i 

Sherman Kent* AT)I)/T . Alt for DD/T„ 

Lyman »<> Kukpa trick f? 10, Member T ' j 

He Oates Lloyd, ADD/S , Alt 0 for DD/S s Member 

D/CO 8 Member 

25X1 A9a il lt. for D/TR* Member 

Alt,, DD/Pj, Member 
; j : : Sutive Secretaiy 


Guests 


Special Support Assistant DD/S 
H Deputy Director of Security 

«Bre of Personnel 

of Personnel 

Lawrence R» Houston, General Counsel 

c « *?f Personnel 

Walter Pforsheimer, legislative Counsel 
Edward R„ Saunders, Comptroller 

Special Assistant DD/l 
John .ft,, Tietjen, Chief, Medical Staff 

Deputy Di rector of Personnel 
Deputy General Counsel 

.1,., Tb s minutes of the 11th meeting o f the CIA Career Council were 
approved as distributed ..,, 

2„ The second item on the agenda. Revised concerning 25X1 A 

selection of candidates to senior schools of the Departmental Defense w as 
noted n The notice was on its way to the printer,, It was agreed that the 
Pi rector of Training w ould be asked to inform the Council concerning the 
question of .CIA obtaining a slot at the MATO War College,, 


25X1 A9a 

25X1 A9a 
25X1 A9a 
25X1 A9a 


3„ The third item concerned the policy on CIA Honor Awards for 
Intelligence Activities:. Messrs,, Reynolds, ^ ad con- 25X1 A9a 

f erred with General Cabell as directed by the Council at its 10th meeting. 

The Deputy Director had requested that the revised staff study be 
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reconsidered by the Councils The Council concurred in the staff study and 
directed that it be forwarded to the Director for his approval 


Uo The Chairman requested Mr 0 Houston, the General Counsel, to present 
item four, the proposed legislative program of the Agoncy 0 There was idis~ 
tr? bated to the members present, a revised analysis of the wording of propose* 
legislation compared with that already contained in the statutes <> On the 
recommendation of Mr, Kirkpatrick the Council agreed that CIA should present 
to the Congress through the Bureau of the Budget, exactly what legislation 
was felt to be needed, regardless of whether favorable or unfavorable j 
reaction from the Congress was anticipated. Further, CIA should not ijely 
necessarily for needed legislation on that which was contained in bills 
sponsored by other agencies of the Government, 


a.. Section 1, Extension of benefits to overseas employees ; 
stationed in U,S, territories and possessions, was approved for 
inclusion in the proposed amendments to P,L, 110 , ! 

b 0 Section 2, Authority to pay travel allowances for dependents 
to acquire educations, was approved for inclusion in the proposed ! 
amendments to P,L, ilO, The language proposed was that presently^ 
existing in the Foreign Service Act, 


c„ Section 3, Authority to order U,S, citizens and Foreign! 
nationals to the continental U»S 0 on home leave, was approved for 
inclusion in the proposed amendments to P,L, 110 c 

d- Section h, Kxtention of home leave benefits to CIA overseas 
personnel equivalent to those of the Foreign Service, was approved for 
inclusion in the proposed amendments to P,L, 110, 


e. Section 5 0 Authority to pay travel expenses of dependents 
of overseas employees to the nearest medical facility, was approved 
ior inclusion in the proposed amendments to P,L, 110, after changing 
the words hospital or clinic 11 to read "suitable medical facility? , 


f ' Section 6, Authority to pay costs of medical treatment tor 
overseas dependents when illness or injury is related to duty or 
station of the employee was revised to read "suitable medical 
facility" instead of "hospital or clinic". After lengthy discussion 
oi the meaning and interpretation to be placed upon "line of duty" 

r™^' 2UB1S ^ nC f S f! lated to the dut y" it was agreed that the General 

Sri m S a 2 fy c lld reph f ase this matter working with Dr, Tiletjen, 

Chief Medical Staff, Section 6 was approved for inclusion in the ; 
proposed amendments to PoL, 110, 


2 


S-E=C»R«E~T 
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go Section ?, Authority to conduct physical examinations and 
inoculations of dependents „ was approved for inclusion in the proposed 
amendments to P 0 L 0 110o 

h 0 Section 8, Authority to extend certain overseas medical 
benefits to TOY personnel was approved for inclusion in the proposed 
amendments to PoLo 1I0 0 

io Section 9* Permanent authority for allowances, including 
educational allowances rather than authority by reference to other 
legislation, was approved for inclusion in the proposed amendments 
to. P 0 Lo HO* It was agreed that authority to pay a temporary lodging 
allowance at the conclusion of a tour of duty should not be included <, 

Section 1.0, Authority to pay death gratuity of #1,000 was 
approved for inclusion in the proposed amendments to PoLo 110 o This 
decision was taken after recognition that other pending legislation 
(notably HoRo 7009) proposed a different formula than the CIA formula 
and also proposed a survivor benefit that would average considerably 
more than #1,000 in the case of CIA employees,, 

k 0 Section 11, Authority to employ more than the 15 retired 
military officers now permitted by PoLo 53 « it was decided to refer 
this matter to the Director before definitely including it among the 
proposed amendments to PoLo 110 „ The figure of 50 exemptions for I 
staff eraplsjpaent was considered,. In the meantime efforts would be 
made by the Inspector General, the Office of Personnel and the Clan~ 
destine Services to determine how many cases under proprietary projects 
might be involved 0 Whan this is determined a specific figure could be 
written into the proposed amendments 3 

lo Section 12, Authority to make advance payments, especially 
of the ”key~«o ney w type , was not approved for inclusion among the I 
proposed amendments to P„I io m: 

Too Section 13, a typographical error in P„L 0 110 was approved 
for inclusion amor® the proposed amendments to P 0 Lo 110 0 j 

j 

n 0 Section lU, Authority for the DCI to appoint not more than 
6 Deputy Director's was not approved for inclusion among the proposed 
amendments to P 0 L„ 110 „ ft was believed that this would unnecessarily 
tie the Director's hands „ It was decided to recommend to the Director 
that he first seek White House quidanoc on this matter o 


3 I 

i 

i 

S“E-C“R“E“T I 
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Oo With regard to Missing Persons legislation, it was agreed | 
to delegate to the General Counsel” s office the responsibility for 
incorporating the necessary material into the proposed amendments to 
PoLo 110 or of "riding along” with the permanent Missing Persons 
legislation being sponsored by the Department of Defense© 


5„ Item 5 on the Agenda, Retirement legislation was next considered* 
After lengthy discussion of the provisions of the so called “Kaplan Billj”, 
being sponsored by the Civil Service Commission, the reported views of the 
White House Task Fore© (the Duflon Committee) and the previously established 
CIA position on accelerated retirement for overseas service, it was agreed 
that the General Counsel would draft appropriate legislation, following the 
original formula previously approved by the Council, for inclusion among! 
the proposed amendments to P«L C 110© This draft would be presented to the 
Council at its next meeting on Friday 15 September© It was further agreed 
that we would not include our proposals in the comments that we were j 
required to Bake on this Kaplan Bill to the Bureau of the Budget by 15 j 
Septe’isber© j 


6,. It, was agreed that the Office of Personnel and the General Counsel 3 ® 
office would staff out the problem of reinsurance for those persons whose 
insurance policies might be Invalidated through carrying out Agency orders 
and report this to the Council at its next meeting© 


7o It was agreed that no further action would be taken at this time 
concerning “compassionate leave” and authority to bear travel expenses in 


compassionate circumstances © 


8© It waff agreed that consideration of additional allowances or , 
salary differentials under special emergency or hazardous conditions, when 
oo declared by the Director would be tabled until more study could be giyen to 

the problem© 


9 <. The meeting adjourned at Us 50 p*®.© 
15 September© 


25X1 A9a 


to meet again on Thursday 



CIA Career Council 


! 
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7 SEP 


MEMORANDUM TO: Director of Central Intelligence 


SUBJECT: 


Status of Membership into the Career 
Staff 


1, On 1 July 1955, the Career Staff of the Central 
Intelligence Agency was one year old. Since its inception, 
248? agency staff personnel have been admitted into the 
Career Staff . 

2, In order to accomplish the processing of 
applications for membership into the Career Staff, the 
Examining Panel met 2? times and the CIA Selection ' 
Board met ten times,' 

3, Attached are charts which graphically present 
the status of membership into the Career Staff as of 

i July 1955, and the anticipated processing of applications 
for the next twelve months. 


/s / 


Harrison Go Reynolds 
Chairman, CIA Selection Board 


Attachments : 

Membership States Charts 



Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080004-7 





Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080004-7 


SECRET 

CAREER SERVICE FERSCK.'ET. STAG'S 
(By Percent) 


m 




30 June 1955 




DECLINED ?C AFFLY . 
KEKBEPSHIF DEN LED . 


CARS-R STA^ MEMBERS 
IN DD/F . . 4. IF 


CAREER STAFF FSKBERS 
IK DD/S . . 7, O'" 


CAREER STAFF MEMBERS 
IN DD/l . . 7.1 1 


i t f ; ; ; ! ’ •' 

Approved For Release 2001/03/30 : CIA-RDP80-01 826R000700080004-7 4 



Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080004-7 



Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080004-7 



M E M B 

ERSHIP IN THE CAREER STAFF 

ACTION 

EMPL. 

OPERA 

CAREI 

lTING & 

!R COMPS. 

PERSONNEL 

TRNG 

MED 

SEC 

I G 

I & R 
COMP 

SELECTION 

SUPER- 

VISOR 

CAREER 

SERVICE 

SELECT. 

STAFF 

PAD 

EXAMIN. 

PANEL 

SELECTION 

BOARD 


1. INITIATE 

2. APPLY or DECLINE 

3. RECOMMEND 

4. PROCESS 

5. REVIEW, COMMENT 

6. SCHEDULE 

7. RECOMMEND 

8. DECIDE 

9. RECORD & NOTIFY 
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MEMORANDUM FOR: Chairman^ CIA Career Council 


9 September 19^5 


SUBJECT 


Report of the Fitness Report Task Force 


... K 1 h& Fitn0ss ^Port Task Force, consisting of the. four person*? 
listsd bale* was appointed by the CIA Career Council at its 11th mertine 
July 19o5 in order thrt it might confer with the Chief Assessment 

??’ '• 2?1" ° f TraininE ' — ««** tha recommendations 
fwfMl pl ned i> to ra ® te t0 the Council t These recommendations result 
from fch o research condu cted at the direction of the Council since 

;L JUn l 19Bh :. ln T was f’ oin S on extended leave orior to 9 ^Y 1 AQo 

the next meeting of the uareer Council, the Task Force was instructed^ 25X1 A9a 

to be prepared to present his views, should the Council wish ampld Coition 
of the written recommendations. upxj..xc^ion 


2,, The Task Force has met with 
conducted by him and by the Office of Personnel, 
attached report.. 


and reviewed the research 25X1 A9a 
This is described In his 


3-j The Task Force recommends* 


i 

, .t: That recommendations 5*^ thru 5^ and 5.i. (pages 3 and h 
of the attached memorandum, dated 28 July 1955) biTapprovedo ! 

That recommendations 5^ and 5oh, be considered by the Council 

tion ofTab a°nf°!'h " nd f9aaibillfc F »fter thorough considera- 
tion of rab B of the attached report 0 1 


25X1 A9a 




(Representing the t)D/l) 


ore sent ing the DD/P) 


Attachment : 

Revision of Fitness Reoort 



25X1 A9a 


25X1 A9a 


Secretary 
Career Council 


*E=C~R-E=T 

1/03/30 


CIA-RDP80-01 826R000700080004-7 






Approved Fqjjtelease 2001/03/30 : CIA-RDP§g i pi826R000700080004-7 

{ 

| 

C-O-N-F-I-D-E-N-T-I-A-L i 

! 

28 July 1955 


IiEi'tOR/ 1 ' I® UM FOR? CarQos 0 Council 

SUBJECT: Revision of Fitness Re o art Form No 0 hS s 1 October 195h 


- lo n s i«ultaneoua with the adoption of the Fitness Report* the Agency 
career Council directed that studies be initiated toward its improvement* 
J*® ^ rec ^ or Personnel requested the Assessment and Evaluation Staff 
Office of Training* to undertake these studies 0 Results to date are in- 
coroorated in an attached prooosed revision of the form (TAB A) and in 
recommendations concerning oolicies and orocedures surrounding its use* 

2 0 The proposals and recommendations are based on the following 
steps in which the Office of Personnel and Office of Training have 
cooperated closely s 


a ° Analyses of the supervisors' replies to a questionnaire on 
the current Fitness Report* 


t) o 
C o 

d a 


e o 


Statistical studies of how supervisors are using the form* 


Interviews with 3.6 supervisors 
sonnel officials conducted by ‘ 



;ement and ber= 
OP* 1 


Development of a revision as the best means of clarifying 
issues and providing the basis for discussion* 

Submission of this revision to 60 supervisors and personnel 
in a series of 11 meetings o Each group spent a 
minimum of two hours in analyzing and discussing the report 
and possible policies 0 


fc Further revision in close cooperation with 0P o 

go Presentation to a Career Council task force of the basis 
for the revision and accompanying recommendations* 

ho Submission in near future of the new revision of the form 
to the 60 supervisors* along with a brief questionnaire! 
to determine whether the sense of their criticisms and 
recommendations had been carried out* 

i 

C-0-N-F~I-D~E-N-T~I-A~L 
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3o My major conclusions at this point ares j 

Eo If every criticism ware accepted, there would be no part 
" 'left of either the present form or the proposed revision} 
if every suggestion for addition were accepted, the forra 
would approximate book size, 

b a With all its defects, the present report has not aroused | 
overwhelming opposition among supervisors, Hence, pr®eip±<= 
tious change is not necessary,, 


Co "To show or not to show" the report to the subordinate®® j 
that is the most controversial issue concerning fitness i 
reporting,, 

do The proposed revision is on the right track, having been S 
preferred over the present form by all who have seen it 0 I 

© 0 The present report requires too much information about j 
individuals (1) in certain® type jobs, and (2) when the 
supervisor has known the individual for a very short period,, 

! 

fa Changes in fitness report forms and procedures should be 1 
evolutionary and involve wide contact with and explanation 
to supervisors o 


Major conclusions concerning the "show^not show" issue ares 

I 

j The present policy is not working in accordance with th® i 
original intent that supervisors make the decision on whether 
or not to show the report , Offlce~wide policies have been 
adopted on this question,, 

b 0 There is a sizable minority, if not a majority, who oppose 

present policy because it is not consistent across the Agency, 

I 

Co A majority would approve showing a report concerned with job 
performance and designed to help the supervisor deal more 
effectively with his subordinates, 

d„ A minority will strongly resist showing a form which is not! 
designed for that purpose, j 


A parity would approve a report which is a privileged com® 
Sd a b9°sho^n I?1 ^ a8emeCt * P ro *lded there existed a report that 
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A small minority will oppose any privileged communication of 

a y type. 

g<> f ie greater; approval would be obtained for a form designed 
1 1 show a wi th the policy to show unless the supervisor felt 
i « unwise 0 In such an instance, he would explain on the ! 
form why he did not show the report* 

he A majority would approve two especially designed reports, one 
to promote effective dealing of supervisor with subordinate, 
the other a privileged communication to management. j 

i° T J® Preamt fora does not lend itself to a clear-cut showinot 
show policy since opinion on showing it is close to being i 
equally ai,vid*d c . ; 

It is recommended that 


f Ho 


/ 


C< 
d c 


e, 


\ f 


The proposed form* with whatever minor changes that are made 
as a result of Paragraph be adopted* 

The fora be divided into two physically separate parts, the 
one to be concerned with job performance and the other with 
potential. 7 

Part I and Part II both be used for the annual report. i 
Part 1 only be used for 

‘ X) (ch,nges in assleWKnt, ohanees In 

t5) £ 41 ?”* r ** ,irln * «“ •* infection 

fni 5,°?-6 tr f at t d <« S I ? step towapd a fo «a and procedure which 
be to tJle supervisor in dealing with his 

subordinates and the policy of showing be optJonS JtftS 

fora. ddiJal RUpervisor * wifch actlon explained cm the 

2Smsor co, f“" icat , ion from the 

not bo oho, 4 tfSTS, SrdS.f "" d ^ P ° ll0y *» «"* ± 


=* 3 : 

C“0»N-F»I«D»E®N-T-I«A»L 
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go 


4 h, 


0 


Tho report be given a trial run in one small office f^nere 
not more than 25 people are available to be rated) in each 
major component of the Agency. 

j 

The adoption of the report Agency=>wide be preceded or 

by a training program involving selected supers 
SJSirfV ? r management and personnel officials. They 
should be selected to provide in each office or division a 

of \he g mSrt aV ?J lable for at ^ ast a year after introduction 

i^”Sl4eraSr r ^ ** “ iU ariSe «*»* | 

The Career Council 


Si# 


reportine f °™ md !»-*«■ 

S* o™ Pe r mn 'i 3nd and! 

5*|3 *£*2 


Enclosures 

JJf J - deposed He vision 
tab B « “Developing & Fitness 
Reporting System" 



„ Chief 

Evaluation Staff 
Office of Training 


25X1 A9a 
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FITNESS REPORT (Part I) PERFORMANCE 

INSTRUCTIONS 

FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. 


report is the INITIAL REPORT on the employee, it MUST be completed and forwarded to the Office of Personnel no later 
than 30 days after the due date indicated in item 8 of Section A below. 


SECTION A. 


(Last ) 


(First) 



GENERAL 

(Middle)' I 2. DATE OF BIRTH 


4. SERVICE DESIGNATION 


5. office/division/branch of assignment 


6. OFFICIAL position title 


7. GRADE 8. DATE REPORT DUE IN OP 


9. PERIOD COVERED BV THIS REPORT (Inclusive dates) 


10. TYPE OF REPORT 
(Check one) 

SECTION B. 


□ INI II AL 

□ ANNUAL 


□ REASS I GNMENT- SUPER VI SO ft □ special (Sped fy) 

□ REASSI GNMENT- EMPLOYEE 


islimuh d. CERTIFICATION j 

1. FOR THE RATER: THIS REPORT | j HAS | | HAS NOT BEEN SHOWN TO THE INDIVIDUAL RATED. IF NOT SHOWN, EXPLAIN WHY 

NOT: 


A. CHECK (X) APPROPRIAT E STATEMENTS: 

this report reflects my own opinions of this indi. 

V I DU AL . 

this report reflects the combined opinions of myself 

AND PREVIOUS SUPERVISORS. 

I HAVE DISCUSSED WITH THIS EMPLOYEE HIS STRENGTHS 
AND WEAKNESSES SO THAT HE KNOWS WHERE HE STANDS. 

B • TH I S DATE I C . TYPED OR PRINTED N AM F AM n cicm 


IF INDIVIDUAL IS RATED » 1 11 I N Cl OR D.j A WARNING LET- 
TER WAS SENT TO HIM&A COPY ATTACHED j TO THIS REPORT. 

I CANNOT CERTIFY THAT THE RATED INDIVIDUAL KNOWS HOW 
I EVALUATE H19 JOB PERFORMANCE BECAUSE (Specify,): 


C . TY P E D 0 R PRINTED NAME AND SIGNATURE OF SuPERV I SOR j D . SUPERVISOR'S OFFICIAL TITLE 


2 ■ — 0R THE REVIEWING OFFICIAL ; RECORD ANY SUBSTANTIAL DIFFERENCE OF OPINION WITH THE SUPERVISOR, OR ANY OTHER IN* 
FORMATION. WHICH WILL LEAD TO A BETTER UNDERSTANDING OF THIS REPORT. 


_ | | continued ori attached sheet 

I certify that any substantial difference of opinion with the supervisor is reflected in the above section. 


A. THIS DATE 


B. TYPED OR PRINTED NAME AND SIGNATURE OF REVIEWING C. OFFICIAL T I TLE OF REV I EW I N G OFFICIAL 
OFFICIAL 


SECTION C. 


JOB PERFORMANCE EVALUATION 


1- RATING ON GENERAL PERFORMANCE O F DUTIES 

DIRECTIONS: Consider ONLY the productivity and effectiveness with which the individual being rated has performed 

his duties during the rating period. Compare him ONLY with others doing similar work at a similar level of respond 
Sibil l ty. Factors other than productivity will be taken into account later in Section D. ! 



INSERT 
RAT IN G 
NUMBER 

COMMENTS: 


1 - DOES NOT PERFORM DUTIES ADEQUATELY: HE IS INCOMPETENT. 

2 • BARELY ADEQUATE IN PERFORMANCE: ALTHOUGH HE HAS HAD SPECIFIC GUIDANCE OR TRAINING. H eJ OFTEN FAILS TO * 

CARRY OUT RESPONSIBILITIES. 

3 - PERFORMS MOST OF HIS DUTIES ACCEPTABLY: OCCASIONALLY REVEALS SOME AREA OF WEAKNESS. 

4 • PERFORMS DUTIES IN A COMPETENT, EFFECTIVE MANNER, 

5 - A FINE PERFORMANCE: CARRIES OUT MANY OF HIS RESPONSIBILITIES EXCEPTIONALLY WELL. 

6 « PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING MANNER THAT HE IS EQUALLED BY FEW OTHER p'ERSONS KNOWN TO 

THE SUPERVISOR, ! 


FORM NO. 
1 AUG 55 


45 ^Approved For Release 200lM88?tlA -RDP80-01 82(SfiF(f8? 
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2. RATINGS ON PERFORMANCE OF SPECIFIC DUTIES 


SECRET 

(When Filled In) 


\ DIRECTIONS: 

a *E"sr' s? Si?« ters... 

ZTul /evel°of rVsponsTb i 1 i ty . S S * b * e 1 the ^lvUu.l being rated with others performing the same duty at a 

‘‘ *' Juties I | t *^ V ^ £ * Ua ^ S Wi ‘ h thB S8me j ° b tUle m “ y b * P erf ”">ing different duties. If so. rate tlhem on different 
f. Be specific. Examples of the kind of duties that might be rated are: 

I’l D 4 f nnrPnniA _ 


ORAL BRIEFING 
GIVING LECTURES 
CONDUCTING SEMINARS 
WRITING TECHNICAL REPORTS 
CONDUCTING EXTERNAL LIAISON 
TYPING 

TAKING DICTATION 
SUPERVISING 


HAS AND USES AREA KNOWLEDGE 
DEVELOPS NEW PROGRAMS 
ANALYZES INDUSTRIAL REPORTS 
MANAGES FILES 
OPERATES RADIO 

COORDINATES WITH OTHER OFFICES 
WRITES REGULATIONS 

- 5 i^rrS. 


CONDUCTS INTERROGATIONS 
PREPARES SUMMARIES 
TRANSLATES GERMAN 
DEBRIEFING SOURCES 
KEEPS BOOKS 
DRIVES TRUCK \ 

MAINTAINS AIR CONDITIONING 
EVALUATES SIGNIFICANCE OF DATA l 


I 0 E SCR I PTl VE 
RAT IN S 
NUMBER 


INCOMPETENT IN THE PERFORMANCE OF THIS duty 
BARELY ADEQUATE IN THE PERFORMANCE OF THIS 
DUTY 

PERFORMS THIS DUTY ACCEPTABLY 
PERFORMS THIS DUTY IN A COMPETENT MANNER 
PERFORMS THIS DUTY IN SUCH A FINE MANNER 
THAT HE I S A DISTINCT ASSET ON HIS JOB 


PERFORMS THIS DUTY IN AN OUTS 
FOUND IN VERY FEW INDIVIDUALS 
LAR JOBS 

EXCELS ANYONE I KNOW IN THE 
THIS DUTY 


TAND ING MANNER | 
HOLDING SIMI 

PERFORMANCE OF I 


SPECIFIC DUTY NO. I 


SPECIFIC DUTY NO. 2 


SPECIFIC DUTY NO. 3 


RATING 

NUMBER 


RATING 

NUMBER 


RATING 

NUMBER 


SPECIFIC DUTY NO. 4 


SPECIFIC DUTY NO. 


SPECIFIC DUTY NO. 6 


3. NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE 

DIRECTIONS: Stress strengths and weaknesses, particularly those which affect development' 


RATING | 
NUMBER 


RATING I 
NUMBER , 


RATING 

NUMBER 


on present! job. 


SUITABILITY FOR CURRENT JOB IN ORGAN I ZATION 


DIRECTIONS: Take into account here everythine vou know shout ^ , 

pertinent p.r.onei charact.ri.tic. or habit., ?p.c!ai r Slwi 1 ^ ?«**f«* **• Job. 

pere him with others doing similar work of abou? the same level taien ta> ’ ' ’ and how he flt * ln »*«> X™ team. Com- 

I . nrrtUITn v ..a. t wa ... - __ . ' 


rating 

NUMBER 


DEFINITELY UNSUITABLE . HE SHOULD BE SEPARATED 
OF DOUBTFUL SU I TAB I L I TY . . . WOULD NOT HAVE ACCEPTED HIM IF I HAD KNOWN WHAT I KNOW NOW ! 

RANT HIS SEPArIt?ON EMPL0YEE - • * BEL0W AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY OU TSt|anD I N G TO WAR- 

° F ™ E ?*p E Sd !. TAB,LITY AS M0ST PE0PLE I know IN the organization 

a FINE EMPLOYEE * HAS SOME OUTSTANDING STRENGTHS 

EXCELLED A BV Y OM. T v°* G rrw RS0N >N TERMS ° F ™ E RETIREMENTS OF THE ORGANIZATION 
EXCE LLED BY ONLY A FEW IN SUITABILITY FOR WORK IN THE ORGANIZATION 


| IS THIS INDIVIDUAL BETTER SUITED FOR WORK 
lEXPLAIN FULLY: 


IN SOME OTHER POSITION IN THE ORGANIZATION? | | ye 


9 | !) H Q . 


IF, -YES. 
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FITNESS REPORT (Part II) POTENTIAL 


I ; IN STRUCT! OHS 

FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. 


FOR THE SUPERVISOR: This report is a privileged communication to your supervisor, and to 


FOR THE SUPERVISOR: mis report is a privun™ = ~r 1, T N ~ T t be shown to the 

ment and personnel officials concerning the potential of the employee being rated. It is NOT to be shown to 
rated employee. It is recommended that you read the entire report before completing any <“ est }° n i * 

to be completed only after the employee has been under your supervision FOR AT LEAST 90 DAYS. If less tn en so a y , 
hold anHimpletrafter the90days has elapsed. If this is the INITIAL REPORT on employee however it MUST be 

completed and forwarded to the CP no later than30days after the due date indicated in item 8 of Section E b 


SECTION e. 

1. NAME 


GENERAL 


NAME (Last) (First) 

OFF I CE/D l V I S I ON/ BR ANCH OF ASSIGNMENT 
GRADE 1 8- DATE REPORT DUE IN OP . 


(Middle) 2- DATE OF BIRTH 


4 . SERVICE DESIGNATION 


6- OFFICIAL POSITION TITLE 
9. PERIOD COVERED BV THIS REPORT ('Inclusive dates) 



UR lPxr\ I I ^ 


-SECRET 


Potential 

















( wnen rJ^iea * n ) 
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COMMENTS CONCE 


SECTION H. 


FUTURE PLANS 


TRAINING OR OTHER DEVELOPMENTAL EXPERIENCE PLANNED FOR THE INDIVIDUAL 


NOTE OTHER FACTORS. INCLUDING PERSONAL CIRCUMSTANCES, TO BE TAKEN INTO ACCOUNT IN INDIVIDUAL’S FUTURE ASSIGNMENTS 


SECTION I. 


DESCRIPTION OF INDIVIDUAL 


DIRECTIONS: This section is provided as an aid to describing the individual as you see him on the job. Interpret 
the words literally. On the page below are a series of statements that apply in some degree to most people. To 
.*he left of each statement is a box under the heading "category." Read each statement and insert in the box the 
category numbey which best tells how much the statement applies to the person covered by this report. 


X • HAVE NOT OBSERVED THlSi HENCE CAN GIVE NO OPINION AS TO HOW THE DESCRIPTION APPLIES TO THE 
INDIVIDUAL 

1 - APPLIES TO THE INDIVIDUAL TO THE LEAST POSSIBLE DEGREE 
CATEGORY NUMBER 2 - APPLIES TO INDIVIDUAL TO A LIMITED DEGREE 

3 . APPLIES TO INDIVIDUAL TO AN AVERAGE DEGREE 

4 - APPLIES TO INDIVIDUAL TO AN ABOVE AVERAGE DEGREE 

5 • APPLIES TO INDIVIDUAL TO AN OUTSTANDING DEGREE 


CATEGORY 


STATEMENT 


CATEGORY 


STATEMENT 


CATEGORY 


STATEMENT 


ABLE TO SEE ANO THER'S 
POINT OF VIEW 


II. HAS HIGH STANDARDS OF 
A C COMP L I SHM ENT 


21. IS EFFECTIVE IN DISCUS- 
SIONS WITH ASSOCIATES 


CAN MAKE DECISIONS ON HIS 
OWN WHEN NEED ARISES 


12. SHOWS ORIGINALITY 


22. IMPLEMENTS DECISIONS RE- 
GARDLESS OF OWN FEELINGS 


HAS INITIATIVE 


13. ACCEPTS RESPONSIBILI- 
TIES 


23. IS THOUGHTFUL OF OTHERS 


IS AN ALY T I C IN HIS TH I NK 
I N G 


14. ADM I TS HIS E RRO RS 


24- WORKS WELL UNDER PRESSURE 


STRIVES CONSTANTLY FOR 
NEW KNOWLEDGE AND IDEAS 


15. RESPONDS WELL TO SUPER- 
VI SION 


25. DISPLAYS JUDGEMENT 


KNOWS WHEN TO SEEK 
ASSI STANCE 


16. DOES HIS JOB WITHOUT 
STRONG SUPPORT 


26. IS SECURITY CONSCIOUS 


CAN GET ALONG WITH PEOPLE 


HAS MEMORY FOR FACTS 


GETS THINGS DONE 


CAN COPE WITH EMERGENCIES 


17. COMES UP WITH SOLUTIONS 
TO PROBLEMS 


18. IS OBSERVANT 


19. TH I NK S CL E A RLY 


20. COMPLETES ASSIGNMENTS 
WITHIN ALLOWABLE TIME 


27. IS VERSATILE 


28. HIS CRITICISM IS CON- 
STRUCTIVE 


29. FACILITATES SMOOTH OPERA 
TION OF HIS OFFICE 


30- DOES NOT REQUIRE STRONG 
AND CONTINUOUS SUPERVI • 


'■S 
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DEVELOPING A FITNESS REPORTING SYSTEM 


I. Statement of the Prob lem 

_ L _ tmmm , .in-iri ~ 

One company with one manager who has a dozen subordinates needs no 
formal merit rating system to assist him in his personnel decisions » 
Somewhere between this situation and one where hundreds of supervisors are 
reporting on thousands of subordinates , the need for a formal system of 
merit rating becomes obvious if management is to have the information 
n$c®ss£u?y for i*t$ psrsonnol &cticn$e . 

The need for a system gets general agreement. Confusion ^^contro- 
versv however, surround the issues of purpose to be serve-* metnod to be 
S smd especially content of a report. Because of th. controversial 
nature of reporting systems, it is often difficult to &cnj.eve suffic-e ■ 
nt ability for any kind of system to work.- It is the general purpose ^ f 
this paper to provide a framework for developing and maintaining a fitness 
-TPrortini? system (as CIA’s merit rating system is called). If management 
sl^no/lTs framework can be achieved* a significant step will have 
-been Sen t^ard achieving the stability needed to make CIA’s system 

workable* 

Repscm for the controversial nature of fitness reporting are many. 
Fitnete report do (or ere thought to) effect the employe. flnar^ialXy 
emotional! v by influencing promotion?*, assignments, and subsidised train- 
Z W^ds of re^rtinl L individual*, performance or worth, reflect- 
inf hm^n SdgSenJ!\re far from infallible. Thus, there is always room 
for critic! sm^and debate., This debate is usually couched in terj® of the 
^ide gap between practice and perfection in personnel actions rather tna 
realistically in terms of the degree to which personnel actions pre 
'improved by a reporting system , 

Haters' persistence in being generous in th»ir 
-to ^eDO^'t In meaningless atereoojp^Sf s.nd g^nerallt^ • i * l 
in by likes, dirtitoa, their convictions about the worth 

of cousin traits, or behavior for certain purposes contribute to the 
2i5?iJr ? nf • -e^ortinrc. The real difficulties in observing job per- 
formance under conditions which make comparisons among individuals ree. y 
feasible adds still another source of fallibility. 

One approach to the problem of improving fitness reporting lias em^ia- 
a of supervisors; another the devising of speciax methods of 
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been adequately explored*, This is to clarify purposes for which fitness 
reports are used and then develop a system specifically adapted to each of 
these. This approach would clarify and simplify the rater* s task. 

It is not uncommon for users of fitness reports to list purposes of 
their systems in as varied manner as this? to select men for promotion or 
for special assignment! to aid in determining the order of lay-offs when 
reduction of force is necessary! to improve morale! to determine transfers; 
to plan careers; to help the supervisor deal more effectively with his sub- 
ordinates. The questions (l) whether any two of these purposes are incom- 
patible or (2) whether a fitness report can provide the complete answer to 
any have rarely been raised. For promotion to a position involving «1H T1« 
quite different from those used on a present job, information beyOnd that 
on job performance is clearly needed. The kind of procedure needed to 
evaluate for promotion would seem to be quite different from those required 
to engender an atmosphere between subordinate and supervisor conducive to 
discussion of weaknesses and how to improve them. 

A system of fitness reporting aimed at helping supervisors to deal more 
effectively with subordinates will be termed a counsel i system s ; whereas 

a system with the purpose of assisting management to reach better decisions 
on personnel matters will be termed a management system . This paper will 
analyse the requirements needed to fulfill these two purposes. This analysis 
will show that these purposes are not well served by a single system. The 
analysis will identify the first steps that should be taken to improve CIA 1 a 
present system and to work toward the kind of a dual system considered 
essential. 

II, Requirements 

Once the purpose of a fitness reporting system has been defined specifi- 
cally, the requirements can be considered under five headings: content, 
communication, records, training, and policies. 

A. The Counseling System . 

The purpose of this kind of system is to assist supervisors to deal 
more effectively with subordinates. This system is concerned with get- 
ting the supervisor to do something in relation to his subordinate — 
think more clearly, analyse better, or manage better. 

lo Content Under a Counseling System 

Since the purpose of the counseling system is to stimulate the 
supervisor to initiate and c a rr y out a procedure . the content is 
the procedure rather than any standard check list of any kind. Is 
there a procedure which will promote the kind of thinking and action 
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necessary? There is one that has promise-*- having the supervisor 
define for each subordinate what job performance is expected from 

him* 


This step is more useful and more difficult than it first 
appears. It is no matter for casual thought j nor can a list of 
job elements be discovered that will automatically apply to all 
jobs with the same title or even to successive incumbents of the 
same job* 

By far the majority of supervisors who attempt, the task of 
defining, what they expect from a subordinate will first discover 
that it is the rule rather than the exception for job requirements 
to vary among persons supposedly doing the same job* Two stenogra- 
phers are working for the same supervisor# One has the special 
duty of managing a complex filing system, the other of serving as 
office receptionist# Moreover, it is performance of the special 
duties that is frequently more influential in determining how the 
supervisor values, i#e#, rates, them than is the common duty of 
taking dictation# Secondly, supervisors will find they expect 
different things from subordinates in terms of such factors as 
length of service, period in a career, and age# Thirdly, it is 
extremely probable the supervisor will find what he expects from a 
given subordinate is highly specific# It is not dependability or 
industry that the supervisor really expects# It is rather the 
operation of a specific machine, the production of a specific kind 
of report, the management of a specific file# 

The range of specific job elements revealed by such an analysis 
makes it plain that a standard set of terms cannot be provided to 
cover all jobs or even a number of subordinates with supposedly 
similar jobs# 

There is just one person who can provide a realistic set of 
job elements appropriate for a specific individual on a specific 
job at a specific time tinder & specific supervisor# This person 
is the supervisor# The kind of thinking it takes the supervisor 
in preparing this set of job requirements will go a long way toward 
advancing the purpose of the counseling system of fitness reporting 

This analysis leads to four conclusions with respect to the 
content which is the concern of a counseling system# First, the 
system is largely a procedure? second, what content there is, is 
concerned strictly with job performance or characteristics or cir- 
cumstances very directly related thereto; third, there will be no 
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standard check list of job elements or traits in any report used 
in this system* fourth, the report form merely reflects the pro- 
cedure to be followed.. 

Communi cating Unde r a Counseling System 

The essential communication is downward— from the supervisor 
to the subordinate. How else is the subordinate to know wherein 
he should improve? The most, if not only, effective medium for 
'communication of this kind is the interview. In an on-going system 
one interview at the time of completing the Fitness Heport is 
probably sufficient • During this interview, not only , can past 
performance be discussed, but job elements can be re— defined in 
terras of the next rating period and specific goals agreed to by 
the two parties. Thus, the counseling system can provide changed 
goals in terms of the job requirements as well as in terms of the 
career plans of the individual . For a new subordinate, an initial 
interview is required to let him know what is expected of him 

between the initial interview and the time his Fitness Report is 
du© o 


Other interviews may occasionally be required, between Fitness 
Reports. One such occasion is when job performance is so poor that 
termination is a likely possibility. Here a warning interview is 
cxsfirXy ncododo 


need for communication downward leads to the conclusion 
e ? tire report should be shown to the subordinate-complete 
with Job elements and supervisor’s comments, the latter having 
served as preparation for the interview. 


th ®re any need under the counseling system for communication 
upward? There appears none, so far as achieving the counseling 
purpose is concerned. A management purpose may be achieved by a 
limited movement upward of the records produced under this system. 

A 'supervisor’s chief will, gain considerable insight into methods 
the supervisor uses in managing his people and into the understand- 
ing he displays of jobs under his control. 

Combining this much of a management objective with the counsel- 
system may not introduce incompatible elements. Sending records 
too far up the echelons has definite dangers. The reports will be 
in such specific terms involving specific subordinatesand specific 
supervisors that misinterpretation can easily be made by individuals 
too far removed from the immediate situation. Moreover, the fact 
that a permanent record is made will tend to reduce willingness on 
the part of both Mptr* **r and ehbordimte to be completely frank 
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snth one another* iiecau.se oi‘ the importance of improving super- 
vision, soma risk in limited communication upward is probably 
justified,. 

:3a Becords Required 

One might think there would be no reporting form required by a 
counselinR system,, The supervisor known what he is writing on the 
fon^ Why, therefore, havfa reporting form? From the counseling 
point of view the form serves three purposes* It provides a eneck 
list of steps in the procedure and a record of whether these steps 
were followed* It provides for future reference a record of job 
elements agreed to by a supervisor and a specified subordinate* 

It provides a space for the supervisor’s analysis which serves as 
a basis for the interview. 

This record is purely qualitative* There can be no score de- 
rived from the information on this kind of form* With different 
arid highly specific job elements, there will be no possibility of 
comparing reports of different individuals* No effort, therefore, 
should be made to score or to combine the reports.. 

4* Trainin g Under the Counseling System 

To overcome two fears on the part of supervisors will require 
a real training effort* The. first is his notion that the job 
elements are difficult for him to define* A demonstration worked 
out before a group usually allays this fear* The second fear, 
whether or not consciously expressed, concerns the interview* Many 
supervisors will doubt their ability to handle the situation 
properly* The more training that can be given in this respect the 
better, but it is surprising how little will suffice. The pro- 
cedure as outlined serves as a real preparation for the interview* 
The supervisor knows what points he wants to make* He has thought 
them through in terms of the job elements and (prior to the inter- 
view) has expressed his points in writing on the report form itself* 
This interview is the crucial step in the system* Supervisors 
generally will undoubtedly handle it better if there is no evalua- 
tion attempted in relation to the system* Any evaluation effort 
changes the attitude of both the supervisor and the subordinate and 
makes the interview more difficult* The atmosphere of the inter- 
view tends to become one of attack and defense rather than one of 
mutual respect and confidence* These considerations represent 
& powerful argument for keeping the counseling aspect separate 
from the evaluation aspect of a fitness reporting system* 
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5® Policies Under the Counseli ng System 

Policies under this system should be aimed at creating con- 
ditions of mutual trust between the supervisor and hia subordinates,. 
It should be clear to all that the effort is directed at helping 
the subordinate to do a. better job® It should be spelled out where 
the record is to be kept* what it is to be used for* and why it 
cannot be used for evaluative purposes® 

B. The Management System 

The purpose of a management system is to provide the information 
needed for improving personnel actions® How this is done will influence 
morale, but the purpose of the system is not to directly affect morale 
but to provide information® The system does not aim at improving the 
supervisor’s relationship with his subordinate® To repeat, its purpose 
is to assist higher echelons in mpking bettor personnel decisions® 

I® Content Under a M anag ement System 

for a merit rating system to contribute effectively to actions 
requires that it provide more Information relevant to decisions 
management must make® The content of this system is information 
about employees, not a procedure to help supervisors think® ; Not 
only is it information, but it is information expressed in a manner 
which makes comparisons possible among individuals® Management is 
interested in general job competence and not in the details of 
supervision® Management is also interested in potential — how far 
the individual can progress in the chain of command® Just what 
information management will find useful will depend on the kind of 
decisions it wants to make at echelons higher than the immediate 
supervisor® Some of the following will no doubt be included in 
any management systems promotion, selection for career development, 
termination, transfer or rotation, selection for certain types of 
expensive training® 

A management system report must, therefore, contain supervisors* 
value judgments on the degree of job competence, potential, and 
other matters related to the decisions management wants to make® 
Standard check lists and ratings are required} for in order to 
compare individuals, the same kind of Information must be obtained 
about everyone® 

How can the content of the rating form be determined? The moat 
direct way is to ask management people what it uses fitness reports 
for and the decisions to which it would like them to contribute. A 
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study to obtain this information is needed as one of the initial 
steps in developing this kind of system® 

2® Communication Under the Management System 

The essential communication is upward— from the supervisor to 
higher management echelons® The medium of communication must be a 
written report, since decisions are not necessarily taken at the 
time the report is completed® Furthermore, all decisions do not 
involve the same people, making it impractical to communicate up- 
ward by any oral technique® 

Communicating value judgments upward requires no interview with 
the subordinate® Nor does it require showing the report or dis- 
cussing it with him® In fact, doing either of these things will 
tend to reduce the value of the report to management® Reports that 
are shown or discussed tend to be more lenient, less objective 
appraisals® In many instances, showing or discussing a value 
judgment with a subordinate reduces his Job efficiency and morale® 
Vfhat point is there in periodically telling a person of long and 
loyal service that he is just a run-of-the-mill employee, that he 
has no potential for further advancement® Contrast this with the 
counseling system-— where strengths and weaknesses can be discussed 
between supervisor and subordinate in an atmosphere free from the 
necessity of bringing up points the individual can do nothing about® 

Less frequently mentioned is the point that it may be equally 
bad to inform some people that they are considered of special 
promise® Loss of motivation and decrease in performance can result® 

The attitude the supervisor needs in completing a management 
report is a cool objectivity in his appraisal of job performance 
and capabilities of his subordinates, not one of helping or pro- 
moting his career in any way. It is management’s task to do this 
when it gets all the information available® 

Records Under a Management System 

This system demands a record® It further demands that records 
be kept in such a way that successive reports on the same individual 
can be combined® Two things are necessary to achieve this® The 
reports must be scored, i®e®, they must lend themselves to quanti- 
tative treatment® They must be scored in a manner that permits 
successive reports to be compared, even though changes are made 
in the report content® Most importantly, they must be scored in 
order that successive reports can be averaged® Despite hard 
effort, no system of reporting has been devised to reduce the 
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fallibility of human judgment of one another which even approaches 
the simple device of averaging judgments of several observers. The 
averaging of successive reports made by different supervisors 
represents the most important technique for improving a management 
type system. It will result in actions that are more effective and 
more just to the individual. Reports for a management system should 
be regarded as quantitative documents. 

4® Training Under a Management System 

Training efforts need to be directed at creating in the super- 
visor a willingness to make an objective and impersonal appraisal 
of his subordinates. While those rated will know the system exists 
and must have confidence in the way management uses it, training 
effort need not be directed at them. In fact, other than creating 
the right attitude toward reporting, probably the less said about a 
management system the better it is. 

The major focus of training in a management system is man agement 
itself o The training should be directed to clarification of limi- 
tations and advantages of the report for different and specified 
purposes. As a basis for their training, studies of reliability 
and validity of the report for various purposes are necessary. The 
relationship of information furnished by fitness reports to other 
personnel techniques and information such as tests, experience, and 
education needs to be discovered and conveyed to management. In 
fact, the background and context permitting sound use of the system 
must be developed and furnished. 

5, Policies Under the Management System 

The main purpose of policies under a management system is to 
develop confidence that personnel actions are taken after con- 
sideration of all the facts and not on the basis of a single report. 
Everyone realises that personnel actions are inevitable. If they 
feel that they are taken after careful consideration of all the 
facts and with due consideration of the limitations of any single 
source, e,g,, fitness reports, willingness on the part of super- 
visors to report may be increased, 

III, RflOAfri * r »l ft tion 

This analysis strongly points to the need for having more than one 
fitness reporting system to accomplish many purposes such reports are used 
for, A distinction should certainly be made between systems for counseling 
as opposed to management purposes. 
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These two systems- contain i ocompatible elements* Under a. management; 
system, the purpose is to promote effective personnel action} the supervisor 
.iv.just regard his subordinate objectively and report in general and standard 
tt»r mu} the report must lend itself to quantitative treatment and studies of 
reliability and validity for specific purposes; no interview between super- 
visor and subordinate is required, nor should the report be shown to the 
subordinate* In fact, doing either of those things will tend to defeat the 
purpose of the system* 

In contrast, a counseling system has the purpose of getting a super- 
visor to do something which will improve his effectiveness in dealing with 
!■, subordinate o The supervisor regards the subordinate in terms of his own 
particular strengths and weaknesses with no reference to anyone else* The 
supervisor is not reporting in general competitive or comparative terms, 
but in terms that are highly specific to the subordinate 1 s situation, i.e«, 
he may discuss and report weaknesses of very strong employees and vice versa 
with no implication concerning the degree of value he places upon either as 
an employee* The report under such & system is qualitative— it cannot be 
.scored; nor doss it lend itself to the usual kind of studies of reliability 
and validity* An interview is mandatory; it is the crux of the system* 

The report in its entirety must be shorn to the subordinate* Both j systems 
of retorting need acceptance on the part of employees generally to be truly 
affective* Both systems need stability in policy to operate well* To 
promote stability and implement systems of reporting adapted to differing 
purposes, it is necessary that there be acceptance of the philosophy 
expressed herein* Xt is also essential to conduct a series of studies to 
further clarify purposes and develop more effective procedures for each* 


mmRI Chief 25X1 A9a 

As«essmen^au^nEvaluation Staff 
Office of Training 
29 July 1955 
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6 September 1955 


ME?50 RANDOM FOR THE REOORD 

SUBJECT: Possible Conflicts Between CIA Career Service Plan and 
Statutory Rights of Veterans 


_ _ As , a result of a telephone conversation between Mr, AQp 

of Personnel and to*. Irons of the Civil Service Commission, a meeting 

was held in the office of John W. St eele. Room 171*. Civil Service 

fcmmissionBuildij^tended by of P^Sand 25 X1A9a 

Oifice of the General Obunsel. from 

Sde 17l S+ U f ' 2 Septenfcer 1955 (Mr. Steele may be reached on 
Code 171, Extension 5291), 


2® The issue for discussion was as follows* 

Under policy to be embodied in a revision of CIA 

would not credit military service toward the three yea^fflHlity 
period for the Career Staff except in those cases where the service 

!^ OSt ° f CIA ° r in the Performance of CIA 
functions; would this violate ary statutory rights of veterans? 

At tk® outset, we indicated to to*. Steel© that, although wa 
di^+w*? not ? i ? g in the applicable legislation or CSC Regulations 
J" P0 ^ t * 8inoe *** issue of Possible conflict had been 
temall y* we wished to secure his advice as the Veterans* 

hi^ f ^^ 0 n QXP ^ t ° f Uie CiVil Service Ooimission. We explained to 
Wm generaliy the concept of the CIA Career Service and told him 

f enera l philosophy behind such a program had been informally 
approved in earlier discussions with the Commission, ^ 

a P Se ? that there waa nothing in the statutes or 
was^beennS bearing ? n the Case « However, he felt that this 

Zf’Z? '.^» tn f- re8,,latlons * 016 <*>"*»*■» h£ 

Vf* r 3itu f“ n » *> P cinte ‘ i out that should a case arise 

Servlca propat and be brought to the Commission for 
determination of the applicability of Veterans 1 Preference legiqlat-tfm 
the emission would hero to look to the intent oT^?ataff JSoh * 
whifh 1 ^ 3111,6 ! J aS 4 .J° P revent the veteran from losing any rights to 
Snta^ ^mc°e! herWi8e haTC beCome entitled * aa a reJultof ^ 
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Mr. Steele pointed out that it was most unlikely that a case 
arising within CIA would get to the Commission for determination,, ^ 
However* we emphasized that we wished to accord with the law and the 
proprieties, whether or not the degree of our conformance was ever 
open to question 


6« Some discussion ensued on the nature of the benefits that 
would attach to membership in the Career Service* Mr* Steele 
specifically asked if preference would be given to Career Employees 
in any reduction in force* We replied that, although no overall 
BIF plan had as yet been developed for the Agency, it was likely 
that retention preference would be granted to members of the Career 
Staff* We emphasized the obligation undertaken by those who applied 
for an accepted membership in the Career Staff— the obligation of 
unlimited lability* We stressed the greater value, considering the 
functions of this Agency, of a mobile employee, other things being 
equal* 


7* We then raised the key point that concerned us, that is, the 
extreme case of an individual who, after a few days of civilian 
service with CIA, might enter the military and, upon restoration 
to CIA civilian, employment, would become immediately eligible for 
consideration for the Career Staff* We pointed out that the various 
criteria for membership were such that it would be almost inpossible 
to determine their applicability in such a case, since no one within 
CIA would have had a fair opportunity to appraise the individual* 


8* Mr* Steele* s conclusion was that although we most count 
all milit ary service for eligibility, since eligibility is based 
solely upon length of service, and this is the very interest of the 
veteran most specifically protected, there oould be no objection to 
our determining in individual cases that an eligible individual did 
not yet meet the requirements of the selection criteria, 

9* The overall conclusion of the conference was that the most 
satisfactory phrasing for CIA Regulation would be one counting all 
military service in determining eligibility so as to avoid a possible 
conflict* It was also agreed that it would be viola tory of the 
spirit of the law, if not of its letter, to blanket out by adminis- 
trative action all those who offered military service as part of 
their three year eligibility period, although it is recognized that 
there may be a higher percentage of rejects In this group simply 
because of the difficulty of determining their suitability under 
established criteria* 
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10 o The point was made to Mr 0 Steele that CIA Was not sure 
whether or not it was subject to Veterans* Preference legislation* 
and Mp 0 Steele conditioned his conclusions upon the assumption 
that we were* or that (as we had stated) we wished to comply with 
the policy of the legislation whether subject to it or noto 
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